AmeriCorps | Senior Corps  Social Innovation Fund = Volunteer Generation Fund

Facilitator notes: This presentation (or webinar) is focused on program logic models.
We intend forthis presentation to provide you with an understanding of how to
develop a program logic model and also how to use a logic model in ways that will be
valuable to your program. We want the information presented here to do more than
just help you create a logicmodel in order to satisfy a compliance requirement. More
importantly, we hope this information will be useful toyou in developing and using a
logic model for your daily program operations, including your performance
measurementand program evaluation activities.




Learning objectives

By the end of this presentation, you will be able to:

» Describe what a logic model is, and how it can be useful
to your daily program operations

+ |dentify the key components of a logic model
« Develop alogic model for your program

* Use alogic model for evaluation planning
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Facilitator notes: For this presentation, we have identified anumber of learning

objectives.

By the end of this presentation, youwill be able to:

Describe what a logic model is, and how it can be useful to your daily program
operations

Identify the key components of a logicmodel

Develop a logic model for your program

And use a logic model for evaluation planning



Overview of presentation

« A program’s theory of change and logic model
» Uses of logic models

« Components of a logic model

« How to read a logic model

« How to develop a logic model

« How to apply logic models to evaluation
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Facilitator notes: This presentation will coverthe following:

- A program’s theory of change and a program logic model

- The differentuses of logicmodels

- The key components of a logic model

- How to read alogic model

- How to developalogic model

- And how to use a logic model to inform your program evaluation activities

To facilitate your understanding of the information presented, we also have a few
exercisesthatwe’ll be doing at various points during the presentation.



What is a program’s theory of change?

* The general underlying idea of how you believe your
intervention will create change.

*» There are three main elements:

Specific Intervention Intended Dutcome

L 4

For an overview of theory of change and evidence, CHCS grantees can refer to the
mdules, "Designing Effective Action for Change™ and "Evidence: What It 15 and Where to
Find It", respectively, located on the Knowledge Metwork.
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Facilitator notes: A program’s theory of change is the general underlyingideaof how
you believe yourintervention willcreate change and why the desired change is
expected tocome about. Your theory of change articulates the assumptions underlying
your choice of activities.

There are three main elementstoa theory of change. It begins by identifyingthe
problemor need to be addressed. The second elementidentifies the specific
intervention orset of activities that you have chosen to address the problem or need.
And the lastelementreferstothe intended outcome or the change you expectto bring
about if youdeliverthe intervention accordingto plan.

Your theory of change — the expected cause and effect relationship between aspecific
intervention andits anticipated outcome(s) — should be based on evidence or a strong
hypothesis of how and why the expected change will occur.
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Example of a program’s theory of change

Theory of change for a nutrition assistance program:

Problem/Need Intervention Intended Outcome
Families suffer from Nutrition educati R —
and referral services 4
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Facilitator notes: On this slide, we presentan example of a theory of change for a
nutrition assistance program. For this hypothetical program’s theory of change, the
problem or need that has beenidentifiedisthattoo many low-income familiesin the
community do not understand the relationship between nutrition and health, and
therefore suffer poorhealth consequences. To address this problem, a research-based
nutrition assistance program was developed that consists of a combination of nutrition
educationand referrals to community services. The intended outcome or goal of this
intervention, specified in this theory of change, is an improvementin families’ overall
health.




What is a logic model?

» A detailed visual representation of a program and its
theory of change.

« Communicates how a program works by depicting the
intended relationships among program components:
— Inputs or resources
— Activities
— Dutputs
— QOutcomes

Owtcomes

e Activilies f—e={ Qulputs = Shorl I-I WMediem

Inputs = Long |
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Facilitator notes: Now that you have a general understanding of what a program’s
theory of change is, let’s talk about what a program logicmodel isand how it relatesto
a program’s theory of change. A logic model is a more detailed visual representation of
a program’s theory of change. Logic models communicate how a program works by
depictingthe intendedrelationships amongthe resources available to operate the
program, the activities the program carries out, and the changes or resultsthe program
hopesto achieve which are referred to as outputs and outcomes. We will be talking
more about each of these components shortly.

We want to note that logicmodels come in many sizesand shapes and also vary in level
of detail, ranging from basic/simple to complex. There is no one or “right” way to
develop alogicmodel. It often depends uponyour purpose, how you will use the logic
model, who will use the logic model, and what your program entails.

The four components outlined on thisslide reflect a basic or simple logicmodel design
which aligns with CNCS’ logic model guidelines. Forthis presentation, we use this basic
logic model format.

Also, some of you may be familiar with other terms that are usedinterchangeably with
logic models, such as causal chain, conceptual map, idea map, logical framework,
model of change, and roadmap. We use the term “logic model” throughout this
presentation. Likewise, there are also a variety of terms for describing these four key
components (inputs/resources, activities, outputs, and outcomes) of a logic model, but
for this presentation we use the terms shown here on this slide.



Why develop a logic model?

« Generate a clear and shared understanding of how a
program works

« Support program planning and improvement
« Serve as foundation for evaluation
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Facilitator notes: Developing a logic model has many potential uses for programs. It may be the

case that you develop one logic model for your program that serves more than one purpose, or
it may be necessary for you to create different versions of a logic model that is tailored for
different aims. For example, the logic model you develop for your daily program operations
(including performance management and evaluation activities) may be different than the logic
model you develop for your GARP application.

On this slide, we present just a few examples of how logic models can be used:

Logic models can be used to ensure that stakeholders have a clear and shared
understanding of how a program is intended to work. For example, sharing a program’slogic
model with program staff can be beneficial in generating a collective sense of responsibility
and accountability as it enables staff to understand how their specific role fits into the
broader context of the program. Additionally, funders may require programsto include a
logic model in their proposal or application materials because it provides a snapshot or a
succinct description of how a program will address a problem by performing specific
activities.

Logic models can be used to support program planning and improvement efforts. For
example, logic models canbe a useful program management tool to help you determine
how to allocate resources effectively as well as serve as a frameworkto monitor whether
the program s being implemented according to plan.

Last on this slide, logic models canserve as a foundation for evaluation. Logic models can be
particularly helpful during the planning stagesof an evaluation by helping programs
determine when and what to evaluate, so that evaluation resources are used effectively and
efficiently.

We will be discussing how logic models can be used for evaluation planning in greater detail at
a later point in the presentation. At this point, we just want to introduce some of the different
ways program logic models are used.



Key components of a logic model

* Inputs or resources

« Activities

« Qutputs

« Qutcomes (short-, medium- and long-term)

Outcomes

Inputs = Activities s Oulpuls = Shorl | Medium -‘ Long |
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Facilitator notes: As you may recall from an earlierslide, there are four key components
of a logicmodel that describe your planned work and your intended results. These
include:inputsor resources, activities, outputs, and outcomes.

We'll talk through each of these components on the nextfew slides.



Key components of a logic model

Inputs lr[ MAchivilins } l-l Dulp-.ll.'s] = Short fr| Mipdium —e={ Long ]

* Inputs or resources include the human, financial,
organizational, and community resources available for
carrying out a program'’s activities.

+ Examples:

— Funding

— Program staff

— AmeriCorps members
- Volunteers

— Research
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Facilitator notes: Starting on the far left side of your logicmodel, we have a program’s

inputs (sometimes called resources). Inputs or resources are considered essential fora
program’s activities to occur. They may include any combination of human, financial,
organizational, and community-based resources that are available toa program and
usedto carry out a program’s activities.

For example, inputs or resources for the hypothetical nutrition assistance program
might include:

Funding(e.g.,an AmeriCorps grant, a community-based grant)
Program staff

AmeriCorps members

Volunteers

Nutrition assistance research



Key components of a logic model

e e e B Sy

+ Activities are the processes, tools, events, and actions
that are used to bring about a program's intended
changes or results.

« Examples:

— Workshops on healthy food options
— Food preparation counseling
— Referrals to food programs and resources

Source: W. K. Kellogg Foundation Evalustion Handbook {(2004)
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Facilitator notes: From inputs, we move to the activities component of your logic

model. Activities are the specificactions that make up your program or intervention.

They reflect processes, tools, events, and other actions that are used to bringabout
your program’s desired changes or results.

For example, the hypothetical nutrition assistance program might use its specified
resourcesto carry out the followingactivities:

- Workshops on healthy food options

- Food preparation counseling

- Referralsto food programs and resources

10



Key components of a logic model

Inpits Il-| Activilies ] Oulputs = Short i | Madium | = Long

* Outputs are the direct products of a program's activities
and may include types, levels and targets of services to
be delivered by the program.

« Examples:

- # individuals attending workshops
— # individuals receiving semnices
— # individuals receiving referrals

Source: W.K. Kellogg Foundation Evaluation Handbook (2004), Adapted
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Facilitator notes: We move from activities to the outputs component of a logicmodel.

Outputs are what a program’s specificactivities will create or produce, providing
evidence of service delivery.

Outputs are often described numerically or quantified in some way. For example,

outputs associated with the hypothetical nutrition assistance program might include

the following:

- the specificnumberof individuals who attended a healthy food workshop

- the specificnumber of individuals who received food preparation counseling or
services

- the specificnumberof individuals who received areferral to food programs and
resources

11



Key components of a logic model

Inputs | ﬁjl Activities [—=| Culputs +{ Short |—=| Medium |—={ Long

* Outcomes are the expected changes in the population
served that result from a program'’s activities and fall along
a continuum, ranging from short to long term results:

— Short-term: changes in knowledge, skills, and/or attitudes (e.g., 1
knowledge healthy choices)

— Medium-term: changes in behavior or action (e.g., + adoption of
healthy food practices)

— Long-term: changes in condition or status in life (e.g., 1 food
security)

Source; W.K. Kellogg Foundation Evaluation Handbook {2004), Adapted
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Facilitator notes: From outputs, we move to outcomes. Outcomes are the specific
changes that may resultfrom a program’s activities or intervention. A program’s
outcomes fall alonga continuum, ranging from short- to long-termresults. Short-term
outcomes are often considered changesin beneficiaries’ knowledge, skills, and/or
attitudes. Medium-term outcomes referto changes in behavior or action that result
from beneficiaries’ new knowledge, skills, and/or attitudes. Long-term outcomes are
often characterized as changes in condition or status in life thatresultfrom
beneficiaries’ new behaviors oractions.

Itis important to note that describing outcomes as short-, medium-, or long-term
dependson the objective, the length of the program, and expectations of the program
or intervention. Whatis identified as a long-term outcome for one program could be an
medium-term outcome for another. Your logic model should reflect your program’s
theory of change and the sequence of changes necessary to accomplish your program’s
long-term results.

Let’s use the hypothetical nutrition assistance program as an example. Inthe short-
term, individuals are expectedtoincrease their knowledge of healthy food choices. This
change in knowledge is expected tolead them to actually adopt healthy food practices
— a behavioral change that represents a medium-term outcome. This, in turn, is
expectedtolead to anincrease infamilies’ overall household food security —a long-
term outcome of the program.

12
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Difference between outputs and outcomes

= Direct products of a program's = Changes resulting from a
activities/services program's activities/services

= Often expressed numerically = Quantify changes in

or quantified in some way knowledge, attitude, behavior,
or condition
« Examples: « Examples:
# attending workshops 1 knowledge healthy choices
# receiving services 1 adoption healthy practices
# receiving referrals 1 food security

NATIONALST

COMMUNITY

AmeriCorpe | Senior Corps | Social Innovation Fund | Velunteer Generation Fund  SERWV L wdews

Facilitator notes: We want to take a moment to highlight the differences between
outputs and outcomes as these two components are often confused with one another.

On the leftside of the slide, you can see that program outputs are direct products of a
program’s activities or services. Outputs quantify the services that were delivered.
Program outcomes, on the other hand, quantify the changes a program intendsto bring
about as a result of a program’s activities or intervention.

While outputs are the essential elements thatenable change, they do not represent
benefits orchanges in and of themselves.

Are there any questions?

13



How to read a logic model

« Read from left to right

« Two “sides” to a logic model - a process side and an
outcomes side

Inpus —» Acthiles —» Outpuls — = Shot o+ Medum = Long
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Facilitator notes: At this point, you should all be familiar with what a logicmodel isand
its key components. Let’sturn now to how youread a logic model. Logic models are

typically read from left to right, employinganif-then sequence among key components.

A genericexampleisshown here. It reads, if your program has these inputs or
resources, then it can carry out these activities. If your program carries out these
activities, thenit can produce these outputs. If your program has produced these
outputs, thenit will achieve these outcomes.

In addition, a logic model has two “sides.” The process side focuses on a program’s
implementation orits planned work — inputs/resources, activities, and outputs (direct
products). The outcomes side of the logic model describes the expected sequence of
changes that the program is to accomplish, which can be short-term, medium-term,
and/or long-term changes. The outcomes side reflects what difference the program
intends to make.

14



How to create a logic model

« Two main approaches are used to create a logic model:
— Reverse logic (right to left) — asks “but how™ questions
— Forward logic (left to right) — uses “if...then” statements

Inputs = Achiles —= Oulpuls s Shal = Medum —+ Long
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Facilitator notes: Let’s now discuss how to create a logic model. Thereis no one correct wayto
create alogic model. The approachyou select may depend on the stage of development of
your program (i.e., planning, implementation, or maintenance stage) and/or how you plan to
use your logic model. There are two main approaches that are used to create a logic model —
reverse logic and forward logic. These two approaches can also be used in combination.

Reverse logic createsa logic model by working backwards. It starts with desired outcomes on
the right side and moves backwards to identify a program’sactivities and inputs on the left side
of the model. This reverse logic approach is often used in the development or planning stages
of aprogramas it ensures that program activities will logically lead to the specific outcomes.
Using a reverse logic approach, you will ask the question, “But how?” as you move from right to
left in your logic model.

Alternatively, the forward logic approach starts with your program’sinputs and activitiesand
uses a progressive series of “if...then” statementsto establish relationships between inputs,
activities, outputs, and outcomes. This forward logic approach is often used when there is a
clear understanding of what the inputs and activities are or will be (e.g., a programthatis in the
implementation or maintenance stage rather than the design or development stage).

Regardless of which approach you take (forward or reverse), working out sequences of
“if...then” relationships or the “how” about a program enables one to uncover gaps in logic,
clarify assumptions, and better understand how investments and a program’sactivitiesare
likely to produce intended results/outcomes.

15



How to create a logic model using forward

logic
Forward logic uses “if-then” statements.
Welangesin
b elvmnbr and
¥ yow acihn are
acconpish your achiareg then
Wyon plaana Wivese havaSs ¢ lrang es i
acaampls: schdfes® Hie are & i, socal,
woar plan o extendyou then changes i OO,
Fyow fave acbodes, then idend e, then B ol and & oaly, o
accEsh you wil parkpach il acondial resel andior
Corlain & awe, then yowr 'l'ff Wally deliver benaftin Fom o s adal
RGeS ATE can asedhemd Hheamomntof leaming, paricpants’ coneinns or
eeded & ac complish produt andior Fomeniqe waw fnond alg satis might be
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Reaourca) i Shotdarm Mediu merm Long-tarm
Inpuls H fcth it e P Dutpite H Outcomes h Ourtco mes aucomes
Source: W.HK. Kellegg Foundation Evaluation Handbook (2004}, Adapted
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Facilitator notes: Let’s now walk through how to create a logic model using forward
logic which is demonstrated on thisslide here. Again, forward logicuses “if...then”
statements, moving from the left side of the logic model with resources/inputsand
progressively builds the links as we move across to the outcomes side of the logic
model.

Using the nutrition assistance program as an example, thisforwardlogicapproach
would be, If we have access to AmeriCorps members, then we can provide food
education workshops and referral services. If we carry out these activities, then we will
deliverservicesto 200 families. If familiesreceive these services, thenthey will learn
about healthy food choices and improve theirskillsin preparing healthy foods. If
families gain this knowledge and acquire these skills, thenthey will adopt healthy food
practices. If families adopt healthy food practices, then they will be healthier.

16



How to create a logic model using reverse

logic

= What is the desired long-term outcome?
— Increase # of healthy families. But how? I::.Q
» What is the desired intermediate outcome?
— Increase # of families using healthy food practices. But how? ::a
= What is the desired short-term outcome? —
— Individuals gain knowledge of healthy food choices. But how? :%
= What outputs are needed to achieve the outcomes? u—
— 200 families complete an educational workshop. But how? I:::'-;,;
= What activities are needed to achieve the outcomes? qu—
— Conduct four educational workshops per month. But how? :%
= What inputs are needed to achieve the outcomes? u—
— Funding, program staff, AmeriCorps members, volunteers, research.
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Facilitator notes: Let’s walk through how to create a logic model using a reverse logic
approach. Again, this approach starts with desired outcomes and requiresyou to work
backwards to develop activities and inputs. Reverse logicasks the question, “But how?”
as youmove from desired outcomesto identifyingthe inputs that lead to these
outcomes inyour logic model.

Using the nutrition assistance program as an example, thisreverse logicapproach
(shown here) starts with the program’s long-term outcome of increasing the number of
healthy families and works backwards to determine how the program will achieve this
outcome.

17



Group exercise: Developa logic model for a**f

wildlife conservation program

Exercise #1

A wildlife conservation program is designed to create
healthy, productive, and sustainable ecosystems for the
benefit of wildlife in areas of need.

What might this program’s logic model look like?

TIONALGT
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Facilitator notes: Now, we’re going to work on buildinga logic model togetheras a
group. In thisgroup exercise, let’s try to apply a forward logic approach in developinga
logic model for a hypothetical wildlife conservation program. A brief description of the
program is provided here. We encourage all of you to participate and provide your
inputas we build a logic model for this program together.

18



Example logic model for wildlife cnnsewatid’ﬁ*}"

program

Outcomes
NEUTS | ACTIVTIES ouTRUTE Zhor-Tarm Msdinm-Tarm Cong-Term
What we e What we do Orect prciucis fram Tangm N knowiecge Thengaz n behwvr o sctiEn Viesnng'd changes. oftan
program et pkily, mbibuces, Spne re e e g N ther coeSon o swha
e S - n Fa
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Facilitator notes: For this exercise, we are using CNCS’ NOFO template for a program logic model.

Let’s start with the first column, inputs, which again refer to the resources invested ina program. What might be some potential investments for this
program?

- Funding, AmeriCorps members, non-AmeriCorps program staff, member training and wildlife conservation research are just some of the potential
investments for this program. Other possible resources include committees or additional volunteers who are not AmeriCorps mem bers.

The next column refers to the activities that the program carries out. If the program has these resources, then what are some potential activities or
services that it would be able to provide? Some potential activities include:

- AmeriCorps members and volunteers make trails accessible for people with disabilities

- AmeriCorps members and volunteers conduct habitat development projects

- AmeriCorps members and volunteers conduct invasive species removal

The next column refers to a program’s outputs. If we are able to carry out some of the activities we’ve discussed, then what would be some direct
products of the activities? Outputs associated with the activities listed above may include:

- Installed ramps and hand rails on X miles of trail

- Planted native trees on x sites

- Removed of invasive species on xsites

The next column refers to the short-term outcomes column of the program. Based on the activities we've discussed (reiterate key activities from the
audience), then what might be some short-term changes that may result from these program services and activities? Facilitator may want to note
that the guiding text under short-term, medium-term, and long-term outcomes is more applicable for programs that target “people” as opposed to
the environment/ecosystem such as this program. However, it is still important to keep in mind that with outcomes, it is about change —so the
question is still the same, what changes do you expect will occur because of the program’s services or activities? Some examples of short-term
outcomes (based onthe activities listed above) may indude:

- Increase in trail access by individuals with physical disabilties

- Increasein food and clean water supply for native wildlife

- Increase in available shelter for native wildlife

Moving to the medium-term outcomes column, what would be some changes in behavior or action that that might occur because of the activities
we've giscussed (these are changes that you would expect to observe after short-term outcomes have been achieved)? Some examples of medium-
term outcomes (based on the activities listed above) may include:

- Increasein trail use and enjoyment of public lands by people with physical disabilities

- Increasein wildlife population sizes

- Increasein biodiversity

The last column refers to long-term outcomes. If participants change their behavior, then what changes in condition or status can be expected as a
result? An example of an expected long-term outcome for this program is:
- Enhancedment of conservation of healthy, productive, sustainable ecosystems for the benefit of wildlife

Just to recap, this exercise was intended to give you an overview of the type of information to indude and how to organize it as you develop a logic
model for your program. This example we’ve just done demonstrates a forward logic approach, since we developed our model fro m left to right. If
we were to use a reverse logic approach, we would have started with the long-term goal of the program and worked backwards to answer questions
about how the program will achieve its desired outcomes.
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Example logic model for wildlife EDHEEWEtil*I*T

program
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Facilitator notes: This slide is only intended to be an example for the facilitator and does
not need to be presented to the audience. Group exercise will likely surface a different
set of inputs, activities, outputs, and outcomes than the examples listed on the prior

slide.




Developing a logic model

Exercise #2

* In each column of the logic model template, identify the
following key components for your program:

- Inputs

— Activities

— Dutputs

— Dutcomes (short-, medium- and long-term)

AmarilCorps Saniar Corps Sasial Innevation Pand Welunteer Gensration Fund

Facilitator notes: Now that we’ve completed a logicmodel as a group, we’d like you to
develop alogicmodel that is specificto your program and one that can be useful toyou
in your daily program operations. Keep in mind that this exercise isabout thinking
through the logicof your program or intervention. You should include all components
of your program and the relationshipsamongthem, evenif they are not necessarily
describedinyour AmeriCorps application. Likewise, you should include all of your
program’s expected outcomes evenif you do not plan to measure or collect data on
them.

As we talked about earlier, you may take a forward logic or reverse logicapproach, or a
combination of the two to create your logicmodel.

21
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Questions to consider as you create a logic

model
Questions to consider

Inputs/ What resources do you need to implement your

Hesources  program?

Activities What activities will be or are being carried out to
achieve your program's desired outcomes?

Outputs What are the direct products of your program's
activities?

Short-term What changes in knowledge, skills, and/or attitudes do
you expect from your program?

Medium-term What changes in behavior or actions do you expect
from your program?

Long-term What changes in status or condition do you expect
from your program?

Outcomes

NATIOMAL&T
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Facilitator notes: We’ve provided some questions on this slide here to help you think
through the modeling process for each component. Similar questions are also found on
the template itself.




Verify your logic model

« Consider asking the following questions:

— Level of detail: Does your model contain an appropriate amount of
detail for its intended use? Does it include all key program
components?

— Plausible: Does the logic of the model seem correct? Are there
any gaps in the logic of the program?

— Realistic: |s it reasonable to assume that the program can achieve
the expected outcomes?

— Consensus: Do program staff and external stakeholders agree that
the model accurately depicts the program and its intended results?
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Facilitator notes: At this point, let’s just pause with where you’re atin creating a logic model of
your program.

An important step in finalizing your logic model is to verify or assess whether the model you’ve
createdreflectsan appropriate level of detail, is plausible, is realistic, and that there s
consensus among key stakeholders that the model accurately representsyour program. One
way to verify that your model meets these criteria is to run through a series of questions, such
as the ones shown here on this slide.

In particular, you want to make sure that your logic model:

- Contains the appropriate amount of detail for its intended use, and includes all key program
components.

- Depicts plausible relationships between program components.

- Isrealistic. One thing tonote is that it’s okay to identify longer-term outcomes for your
program even though it may not seem feasible for you to measure the cause and effect
relationship between your intervention and your longer-term outcomes. In verifying your
logic model, it’smore important to ask whether it’sreasonable to assume that the program
can achieve the expected short- to long-term outcomes.

- Achieves consensus among your program’s stakeholders that the model accurately depicts
the programand its intended results.

Also, you may want to involve other program staff who were not involved in developing the
logic model as well as other external stakeholders to help you verify your model.

EXERCISE #2 — Continued:

To practice verifying your logic model, we want you to exchange logic models with a partner.
Each of you should review your partner’slogic model and consider whether the logic model
contains an appropriate level of detail, is plausible, and is realistic.

Any questions before we move on?
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Performance Measurement and Program **_'f

Evaluation

Performance Measurement | Program Evaluation

= Ongoing monitoring and = |In-depth research activity
reporting of program conducted periodically or on
accomplishments and an ad-hoc basis
progress = Answers guestions or tests

= Explains what level of hypotheses about program
performance is achieved by processes and/or outcomes
dizigzn - Used to assess whether or

not a program works as
expected and why (e.g., did
the program cause the
observed changes?)
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Facilitator notes: Now that you’ve had an opportunity to draft a logic model of your program, we want to transition
to talking about how your logic model can be used to help with both performance measurement andprogram
evaluation activities. However, before we do so, we wantto first provide you with a brief overview of performance
measurement and program evaluation and, in particular, how these activities differ from one another. While both
performance measurement and program evaluation are considered measurement activities, the two activities serve
different purposes.

Some of you may already know what performance measurement is because it’s an activity thatyou may are already
doingin your program. Performance measurementis ongoing monitoring and reporting of program
accomplishmentsand progress toward its pre-established goals. For many programs, thisincludes collectingdataon
the specific activities carried out and the direct productsand services produced by your program’s activities
(outputs). Performance measurement data help you understand whatlevel of performanceis achieved by the
program/intervention.

Program evaluation, on the other hand, is an in-depth research activity that answers specificquestions or tests
hypotheses about program processes and/or program outcomes. The results enable you to arrive at a judgment of
whether the intervention or a specific component of the intervention works or does not work as expected, and also
what adjustments may be neededto improve the program. Akey difference between performance measurement
and program evaluation isthat program evaluation helps you understand and explain why you’re seeing the
program results.

Itis important to keep in mind that performance measurement and program evaluation are not mutually exclusive.
Grantees already engaged in performance measurement activities can build on that work as they plan for a program
evaluation. For example, let's say your program is already collecting data to monitor and report on your program’s
progress toward achievingits expected outcomes for program beneficiaries. If your program decides to conductan
impact evaluation to learn whether your progress on outcomesis caused by your intervention, it may be thatyou
continue to collect the SAME outcomes data, but also include a matched comparisongroup. Including this
comparison group enablesyou to answer specific questions relatedto causality —in this case, what would have
happened to people ifthey did not receive the intervention (i.e., whether the observed changes can be attributed to
your intervention).

Grantees who want to learnmore about performance measurementand program evaluation can refer to the
Knowledge Network webpage.
https://www.nationalserviceresources.gov/evaluation-americorps
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Logic models as a performance measumme"‘iﬁ!"zt

tool

* A logic model can serve as a framework for planning
performance measurement activities. It can help to:

— Identify components of your program to include in performance
measurement

— Identify indicators and the measures of progress/performance that
align with program components
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Facilitator notes: Now that you have an understanding of what performance
measurement entails, let’s talk about how logic models can be usedas atool in
performance measurement. A few examples of how logic models can help you plan
your performance measurement activities are listed here:

- ldentify which components of your program (resources, activities, outputs,
outcomes) to include inyour performance measurement

- ldentifyindicators and measures of progress or performance that align with program
components

Just as your logic model can helpinformyour performance measurement activities, it
can also helpyou plan for an evaluation. We’ll be discussing this in more detail on the
nextfew slides. Any questions before we move on?
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Logic models as an evaluation tool

* A logic model can serve as a framework for your
evaluation plan. It can help you focus your evaluation by
identifying:

— Questions want/need answered

— Aspects of program to evaluate

- Type of evaluation design

— Infarmation to collect

— Measures and data collection methods

— BEwvaluation timeframe

Eacilitator notes: At this point, we turn our attention to how logic models can inform program evaluation. Your logic model can be
used as a tool to help you plan for your evaluation. It can serve as a framework for your evaluation plan by helping you can make
informed decisions about what to evaluate, when to evaluate, and how you will evaluate.

Itis important to note that with program evaluation, it is not necessary to evaluate every aspect of your program as depicted in
your logic model. Your evaluation can have a narrow focus (e.g., only address questions about one of your program’s service
activities and desired outcomes) or it can have a broader focus (e.g., address questions about each of your program’s service
activities and desired outcomes), depending on the information you hope to gain from your evaluation.

Your logic model can be used as a tool to help you focus your evaluation with respect to the following:
- ldentify questions you want or need answered about your program

- Identify which aspects of your program to evaluate (e.g., will you evaluate a subset or all of your AmeriCorps activities?; will
you evaluate your program’s short-term outcomes?)

- Determine the appropriate evaluation design (e.g., will you use a process or animpact evaluation design, or a combination of
both?)

- Identify whatinformation to collect
- ldentify measures and data collection methods

- Determine an appropriate timeframe for your evaluation

We’ll walk through a few examples of how to actually use your logic model to focus your evaluation on the next few slides.
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Determining what to evaluate

Process Outcome
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Facilitator notes: Let’s start with an example of how a logic model can be usedto help

you draftor narrow in on the questions that you want your evaluation to answer. The

graphic above providesan example of the types of questions that may be asked of each

componentin a logic model:

- Questionsrelated to inputs ask, “Are resources adequate to implementthe
program?”

- Questionsrelated to activities ask, “Are activities delivered asintended?”

- Questionsrelated to outputs ask, “How many, how much was produced?”

- Questionsrelated to outcomes ask, “What changes occurred as a result of the
program?”

As you can see at the bottom of this graphic, in order to answer each of these
guestions, indicators (i.e., the evidence orinformation thatrepresents the
phenomenonin question) and their data sources will need to be identified. When
developingresearch questions based on your program’s logic model, ensure that
guestions are statedina way that is clear and measurable in orderfor them to be
answerable.
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Process Qutcomes
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Facilitator notes: As you narrow in on the questions you want answered about your
program, this is turn, will help you to determine the type of evaluationyou’ll need to
conduct and what elements of your logicmodel are to be incorporatedintoyour
evaluation. As noted earlier, a logic model has two sides — a process side and an
outcomes side. Questionsrelated to the process side of the model are generally
differentthan questionsrelated tothe outcomes side of the model, and therefore
require different evaluation approaches to address them.

Let’sreturn to the nutrition assistance program as an example. Program staff may be
interestedinansweringthe question, “Was the nutrition assistance program
implemented as planned and, if not, how and why was italtered for implementation?”
These questions concern the key components on the left side of the logic model (the
process side), so the type of evaluation needed to answerthese questions would be a
process evaluation. This means the data collected will focus on understanding the
relationship between the resources or inputs that were employed and what activities
were accomplished with these resources. Process evaluationstendto be more useful in
the beginning stages of a program’s implementation to help determine whether target
populations are beingreached, people are receivingthe intended services, and if staff
are adequately qualified, amongother things. For example, let’s say the process
evaluation datashow that the nutrition and food prep counseling was only
implementedinafewsitesrather than across all sites, as planned, because of staffing
constraints. Program staff will be able to use these findings to make adjustments to the
program and deploy more staffing resources to sites that were unable to deliverthe
nutrition and food prep counseling activity.
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Process Qutcomes
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Facilitator notes: Alternatively, program staff may be interested in understanding
whethertheir program (or specificcomponents of their program) is effective or not.
This type of question calls foran impact evaluation design where the focus is on
understanding whetherthe program was able to produce (all or a subset of) the desired
outcomes specified onthe right side of the logic model.

Let’s again use the hypothetical nutrition assistance program as an example. If program
staff are interested infinding out “what difference the nutrition assistance program has
had on individuals’ knowledge of or attitude about healthy food choices?,” an impact
evaluation designthatincludesa comparison or control group would needto be
employedtodetermine what would have happenedto peopleif they did not receive
the intervention. In general, animpact evaluation assesses the extenttowhich a
program achievesits desired outcomes and whetherthose outcomescan be attributed
to the program. This type of evaluation typically occurs aftera program has reacheda
steady state of implementation (e.g., after conducting a process evaluation that
showed the program is beingimplemented as designed).
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Determining what to evaluate
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Facilitator notes: For the nutrition assistance program, several short-term and medium-
term outcomes have beenidentified foran evaluation. These are highlighted in red.
Dependingon the particular intervention, adifferent nutrition assistance program may
determine otheroutcomes to be more appropriate for an evaluation.

Itis important to note that programs conducting an impact evaluation do not needto
evaluate ALL program outcomes at ONE time or even overa period of time. In deciding
which outcomesto include inan evaluation, itis important to consider what questions
your evaluation seeks answers to and the timeframe of the evaluation and outcome
measures (i.e., the amount of time you have available to collect your data as well as the
time you can expect changes or program effects to occur, among other factors). A
program’s influence is most directly related to proximal outcomes, such as short- and
medium-term outcomes. The more time that elapses between yourinterventionand
the outcome that is measured by your evaluation, the more external variables can
come into play that are beyond the program’s control. It is important to note that all
program evaluations are not designed to measure long-term outcomes and CNCS is not
expecting programs to measure them in all cases.
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Examples of outcome measures and data ***

sources

Outcomes
Short-Term Medium-Term Long-Term

healthy fio

group of non-
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Facilitator notes: The table above lists some outcomes identified in the nutrition
assistance program logicmodel. We provide an example measure forthese selected
short-, medium- and long-term outcomes. Keep in mind that each of the outcomes can
be measuredin otherways as well. The particular measure will depend on and should
be tailoredto the unique characteristics of the program itself.

Below each measure is a potential data source. These data sources may be existingor
new. The data sources that referto a matched comparison group of non-beneficiaries
pertainto impact evaluations and would not be necessary for programs conductinga
process evaluation.
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Things to remember

* Developing a logic model is not completed in one session
or alone.

* There is no one best logic model.
* Logic models represent intention.

« A program logic model can change and be refined as the
program changes and develops.

* Programs do not need to evaluate every aspect of a logic
model.

* Logic models play a critical role in informing evaluation
and building the evidence base for a program.

AmarilCorps Saniar Corps Sasial Innevation Pand Welunteer Gensration Fund

Facilitator notes: As we conclude today’s presentation, we’ve highlighted some things

to keepin mind as youwork to develop and use your program logic model:

Developingalogic modelis not completedinone sessionor alone.

There isno one best logic model.

Logic modelsrepresentintention. We want to underscore that logic models reflect
planned activities and outcomes and should be supported by an underlying theory of
change. In practice, programs may not only operate quite differently, butalso
produce unintended results. An evaluation helpsidentify how faithfully aprogram
actually adheresto its model.

A program logic model is not static; it can and should be changed and refined as the
program changes and develops.

Programs do not needto evaluate every aspect of a logic model.

Logic models play a critical role ininforming evaluation and building the evidence
base for a program.
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Resources for logic model development

W.K. Kellogg Foundation Logic Model
Development Guide

http://www.wkkf.org/resource-
directory/resource/2006/02/wk-kellogg-foundation-
logic-model-development-quide

Innovation Network Logic Model Workbook

http://www.innonet.org/client docs/File/logic mode
| workbook.pdf
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Facilitator notes: We’ve compiled a list of resources that may be usefulto you in
developingyourlogicmodel.
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Resources for logic model development

University of Wisconsin Extension: Program
Development and Evaluation

http://www.uwex.edu/ces/pdande/evaluation/evallo
gicmodel.htmi

CDC Program Evaluation Resources:
http://www.cdc.gov/eval/resources/index.htm

Measuring Program Outcomes: A Practical
Approach (United Way)

Developing and Working with Program Logic

LA
ial Innevation Fand Welunteer Generation Fund 51|

Facilitator notes: We’ve compiled a list of resources that may be usefulto you in
developingyourlogicmodel.
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Questions?
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Facilitator notes: Any questions?
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CNCS Resources

Evaluation Resources:

https://www.nationalserviceresources.govi/evaluation-
americorps

Performance Measurement Core Curriculum:

hitps:/fwww nationalserviceresources.gov/npmitraining-
resources

AmarilCorps Saniar Corps Sasial Innevation Pand Welunteer Gensration Fund

Facilitator notes: Any questions?
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